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PREFACE

This AICPA practice administration aid is one in a series that addresses administrative and operational 
aspects of providing consulting services to clients within the environment of a CPA practice. These 
documents will have value for those practitioners who manage or oversee the operations of a consulting 
services practice. These documents will also be useful to anyone providing consulting services as a CPA, 
whether as a sole practitioner or a partner or a staff person in a single- or multiple-office CPA firm.

The information provided in this series may not be directly applicable in every circumstance because 
the nature, organization, and operation of consulting services practices vary considerably. Professional 
judgment should be used to apply the appropriate concepts or practices described in these documents to 
meet the administrative or operational requirements of a specific consulting services practice.

These practice aids do not establish binding standards or preferred practices. However, consulting 
services practice is subject to the binding Statement on Standards for Consulting Services (SSCS). 
Consulting services practice administration as discussed in these documents may include quality control 
matters as well as practice management matters.
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6/100-1

6/100 MANAGING CONSULTING SERVICES: A FOCUS ON PROFITABILITY

6/105 SCOPE OF THIS PRACTICE AID
.01 The purpose o f this practice aid is to describe the management processes, decisions, and 
controls that are needed if a CPA firm is to profit from its consulting services activities. This 
practice aid will be helpful to practitioners who are responsible for ensuring the profitability of  
a consulting services practice. It will also be useful to practitioners who are considering 
developing such a practice, enlarging or formalizing an existing consulting function, or investing 
in the development o f a new line o f consulting services and products. The firm’s investment in 
consulting services may range from allocating a portion of a single practitioner’s time to 
maintaining a separate division staffed by consulting professionals. The investment’s risks and 
rewards will be greatly determined by the degree of the firm’s commitment to the goals of the 
consulting practice as well as the range and level o f consulting services offered.
.02 In addition to these concerns, this practice aid identifies the critical issues facing all CPA 
firms providing consulting services and discusses sound management approaches to improving 
profitability. It reviews such fundamental procedures as clearly defining the reasons for 
establishing or expanding a consulting practice and for identifying and understanding the 
controllable factors related to providing consulting services profitably. This practice aid suggests 
ways to achieve goals and monitor profitability, including techniques for managing and measuring 
performance.
.03 This practice aid illustrates the relationship between various economic principles and 
marketplace issues, such as target markets, skill requirements, cost structure, organizational 
structure, and profitability. It also discusses the management challenges and opportunities for 
increasing revenue and controlling the costs of consulting products.
.04 Additional guidance that may be useful to practitioners who wish to establish or expand 
consulting services practices is provided in MAS Practice Administration Aid No. 4, Starting and 
Developing an MAS Practice (New York: AICPA, 1988).

6/110 PURPOSE AND OBJECTIVES OF  
A CONSULTING PRACTICE
.01 A firm establishes a consulting services practice or expands an existing practice to meet 
its strategic objectives. For example, the partners may expect that offering these services will 
increase revenues and partners’ compensation. Other objectives may be to meet market and client 
demand, enhance client relationships, and prevent the encroachment of competitors. For 
example, a firm may consider expanding its microcomputer consulting service to differentiate
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itself from competitors and add value to its service relationships to foster client retention and 
thereby improve revenues. Some practitioners may feel compelled to move into other consulting 
services as a defense against competition in a specific area of consulting. Other reasons may be 
to recover overhead costs or to retain personnel by providing career development opportunities.

6/115 NATURE AND STRUCTURE OF CONSULTING  
SERVICES PRACTICES
.01 Consulting services are distinctly different from traditional accounting, auditing, and tax 
services. Consulting services involve a two-party relationship. According to the Statement on 
Standards for Consulting Services 1 issued by the AICPA’s MAS Executive Committee, "The 
nature and scope of [consulting services] work is determined solely by the agreement between 
the practitioner and the client. Generally, the work is performed only for the use and benefit of 
the client." With respect to the firm’s profitability, the most significant difference is that 
consulting services are usually nonrecurring. Even though an engagement may have several 
stages (for example, system design, computer selection, installation, implementation, and 
training), the consultant-client relationship often will terminate upon completion o f the project. 
To help protect the viability o f the consulting services practice, practitioners need to ensure that 
the function has well-focused objectives and structured business plans and that the career and 
financial expectations o f the partners and staff are reasonable.
.02 Successful management o f a consulting practice requires a solid understanding of certain 
economic principles and the key factors in operating a business profitably. A consulting practice, 
like other professional service organizations, often operates in two competing markets 
simultaneously: the "output" market o f professional services, and the "input" market of its 
professional workforce. These two markets compete for financial resources in that the high 
compensation expected by consulting professionals challenges the firm’s ability to quote 
competitive engagement fees while maintaining desired profit margins. Balancing the demands 
and implications of these two markets is accomplished through the firm’s economic and 
organizational structure.
.03 The four major elements of a consulting services practice—professional work force, 
services, economic structure, and organizational structure— are tightly linked and can and should 
be planned for, directed, managed, and controlled in a thoughtful, disciplined manner. The types 
of consulting services provided by the firm will determine the professional skills to be recruited 
at a particular market price. Consulting in strategic planning, business planning, and human 
resources requires skills different from those used in microcomputer consulting or operational 
auditing services. Furthermore, consultants providing technical services may be more effective 
with less experience than general management consultants. However, they may also require more 
supervision.
.04 The marketplace’s perception of the value of particular services will have an impact on 
not only the practice’s revenues, but also its organizational structure, utilization targets, and 
staffing requirements. For example, information systems consulting generally requires a high 
staff-to-partner ratio, while domestic litigation services require greater partner involvement. 
Consequently, the revenues, costs, personnel, and management associated with each practice area

¶ 6/115.01
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are significantly different. Understanding the interrelationships of these elements and the 
dynamics of their constraints is the key to successful practice management.
.05 Consulting services involve many variables, such as the complexity of services provided, 
the scope of engagements, and the expertise of personnel. Many of these variables can be 
measured or otherwise monitored according to the goals the firm has set for its consulting 
services function. As with traditional accounting services, benchmarks, targets, and other 
standards can be established to support the effective management o f consulting services. 
Supplemented by other business indicators, measures of the achievement of the goals form the 
basis of a solid consulting practice management system. In addition, the "input” and "output" 
relationship provides a basic framework for measuring the correlation between costs and 
revenues. Establishing proper expectations for the service line is particularly important for a 
practitioner offering consulting services for the first time.

6/120 MANAGING THE CONSULTING  
SERVICES PRACTICE
.01 Setting appropriate performance goals and measures is vital to the effective management 
of consulting services. The CPA firm needs to correlate the objectives of its consulting practice 
with its reasons for developing or continuing this function. If the objective is to increase staff 
utilization during off-peak periods, the firm may expand its consulting services. The firm will 
determine the most appropriate method of increasing billable hours for new or existing consulting 
services and thereby reduce staff downtime. The alternatives available to the firm for expanding 
consulting activities include the analysis of client needs, identification of add-on services to 
existing engagements, and the development o f new services to offer existing or potential clients. 
Similarly, if the objective is to meet the competition, the firm’s goal could be to reduce the loss 
of clients to certain firms or to increase the number of clients that use its consulting services.
.02 Achievement of goals should be measurable if the firm is to evaluate its success. 
Consequently, the firm needs to develop quantitative performance standards and a means to 
evaluate performance quality. The quantitative standards will vary for each consulting service. 
For example, the performance expectations for a business valuation engagement will be very 
different from the targets established for an engagement in which the practitioner provides staff 
on a short-term basis, such as in a bankruptcy trusteeship. Typical quantitative measures that 
could be used to assess engagement performance include chargeable-hour totals, chargeability 
percentages, and billable revenue, whereas a measure of the firm’s overall performance could be 
the number and types of clients won or lost. In addition to quantitative measures, qualitative 
standards can be used to evaluate consulting practice success. For example, client satisfaction 
with particular consulting services can be surveyed and monitored regularly. Similarly, indicators 
of market penetration levels, staff morale, skill development, and personnel retention can be 
developed to monitor the performance of the consulting services function and its impact on the 
firm.

¶ 6/120.02
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Controllable Factors
.03 Proper goal setting requires an organization to define its critical success factors (CSFs). 
CSFs are the planning and operational elements a firm identifies as contributing to the attainment 
of its business objectives. In addition, the organization should determine the resources required 
to achieve its objectives and budget accordingly. The principal resources o f a firm are the 
expertise of its people and money. A firm manages goal achievement by identifying its objectives 
and carefully allocating resources and monitoring the effectiveness o f their use for each consulting 
service activity.
.04 For example, a firm may allocate a specific number of dollars to marketing. It can 
monitor whether the target audience is being reached and how many prospective clients are 
attracted to the firm as a direct result o f the marketing effort. Similarly, the firm can spend 
money on a practitioner’s acquisition of a new skill and measure the effectiveness of this 
expenditure by tracking the number of engagements in which that skill was used and the resultant 
revenue.
.05 Although effective resource management is important for large and medium-sized firms, 
it is especially critical for individual practitioners and small firms. The small firms’ actions need 
to be based upon a thorough understanding of the target markets, a clear sense o f the costs 
associated with serving these markets, and realistic performance expectations.

Critical Success Factors
.06 Effective resource management involves the development o f a plan to achieve the 
objectives of establishing consulting services. To achieve these objectives, the CPA firm must 
first identify the critical success factors that contribute to their attainment. Exhibit 6-1 in the 
appendix provides an example of objectives and the recommended CSFs for achieving them.
.07 Once the CPA firm has defined the objectives and CSFs for its consulting practice, it then 
needs to develop techniques; for managing them along with measures for monitoring the results 
of the consulting practice. Exhibit 6-2 in the appendix illustrates the identification o f CSFs along 
with techniques for managing, measuring, and monitoring them. Some of the critical success 
factors are discussed briefly below.

Revenue Enhancement
.08 Accounting firms traditionally have based their fees on an hourly rate that is usually a 
multiple o f the actual cost o f salary. However, several different methods can be used to increase 
fees for consulting services.
.09 Alternative Fee Structures. Most firms use the concept of traditional rates based on 
multiples of actual costs to bill for such consulting services as information systems 
implementation, cost analysis, and finance and management accounting; services. There are, 
however, alternative methods for setting rates for consulting services, particularly when market-
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driven prices are established by both buyers and sellers. Increasingly, practitioners are basing 
fees on rates that incorporate risk sharing, fixed prices, or payment for milestone achievement.

.10 Some practitioners are charging fees well above the usual cost multiples for certain 
consulting services because o f their timing, risk, or unique character. These fees are determined 
by a method called value billing, which uses hourly rates higher than standard rates or a premium 
flat rate for services that have exceptional worth to the client. These higher fees are warranted 
because of the special expert skills of the practitioner, usually for nonrecurring services (for 
example, business restructuring). Other examples of value-billing services include expert 
testimony, strategy consulting, operations services, and technical advice.
.11 In addition, fees may also be based on the number of persons for whom a service is 
provided. For example, a fee for pension plan consulting may be based on the number of plan 
participants, or a fee for training and education may be determined by the number o f students or 
seminar attendees.
.12 Sale of Products. The CPA firm can generate consulting services revenue by providing 
services associated with the sale o f products. The firm may have an arrangement to serve as a 
vendor representative for a product.1 Similarly, the firm may sell a product developed in-house, 
such as software, a checklist, or a manual associated with training or educational consulting. In 
both instances, the product’s sales price may be based on its cost or dictated by marketplace 
competition. Profitability is often enhanced by the bundling of products with services when the 
firm provides both.
.13 Additional Revenue Sources. Consulting profitability can be enhanced through the 
pursuit o f several additional sources of revenue. Increasingly popular are arrangements under 
which the firm specializes in, customizes, or otherwise adds value to hardware and software 
products. For example, the CPA firm may arrange to purchase and resell a dealer’s products, 
or the dealer may provide referrals for consulting services to prospective and existing clients. 
The CPA firm also may split fees with a vendor for engagements in which the firm provides a 
portion of the service, such as training and installation, and the vendor provides the hardware or 
a remaining portion of the service. In such an arrangement, the firm might be paid directly by 
the vendor who has charged for all services and products rendered or be paid by the client for 
the portion of services rendered. If the CPA firm develops software in-house, it can earn 
licensing fees from the use of its products.
.14 Although most consulting work is o f a nonrecurring nature, some services could be 
marketed or structured to encourage clients to consider additional services. For example, if the 
firm provides recruiting services it could suggest that the client consider an engagement to review 
its organizational structure. The firm could also advise a client it has assisted in developing a

1 According to Ethics rule 503 (AICPA, Professional Standards, vol. 2, ET sec. 503.01, paragraph B), a member in public 
practice who is paid or expects to be paid a commission for recommending or referring a product or service shall disclose that 
fact to the client. This applies only to nonattest clients.

¶  6/120.14
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business plan that an annual review o f the plan’s effectiveness is beneficial. Similarly, if a 
consulting engagement involves the development o f software or procedures, an engagement to 
implement the software or procedures may be an additional source of revenue, as would be a 
subsequent review of both the software and its operation.
Cost Management
.15 The marketplace for consulting services is very dynamic, with client needs and service 
requirements often changing dramatically. Complicating this environment is the trend among 
firms to specialize in certain services and the requirement to recruit personnel with specific 
technical skills to provide these services. The costs of providing consulting services in this 
environment are high. Therefore, practitioners or firms considering establishing or expanding 
a consulting services practice need to weigh the costs associated with expanding a work force 
with special skills to maintain a competitive marketplace position, against the benefits to be 
derived from the specialized services. When evaluating the costs and benefits, the firm also 
needs to consider the impact an investment will have on research and development, marketing, 
capital requirements, and staffing and training.
.16 Research and Development. Expanding an existing consulting practice may involve only 
allocating additional employee time. However, a firm may wish to develop new services or 
expand existing capabilities to an extent that requires a significant commitment of various firm 
resources.
.17 When developing a new product or service, the firm should prepare a budget that includes 
estimates of both time and expenses as a basis for project approval and a means to monitor 
progress. Several elements o f revenue and cost can be included in the budget. The firm may 
want to conduct an informal market survey to determine whether the business community needs 
a particular service or product. If the firm concludes that an idea is viable, it can proceed with 
collecting data on manpower requirements and costs, equipment purchases, administrative and 
overhead costs, and costs related to initial application and testing of the product or service.
.18 The firm should control these costs and compare them with the original budget. Once the 
firm develops the product or service and knows its actual costs, it may create a method to 
measure the value of the research and development by correlating it with the revenues generated.
.19 Marketing. The firm needs to commit resources to the marketing o f any product or 
service developed or to the consulting function itself. A commitment can be made for nonbillable 
time required for such activities as speaking to business organizations, writing articles for 
publication, and developing client relations. A financial commitment also can be made by 
developing promotional materials, such as advertising brochures, hiring key personnel, and 
purchasing capital assets. The level of firm commitment to the marketing effort will determine 
the amount of money and time devoted to this aspect of practice administration.
.20 Capital Investments. To remain competitive in the marketplace, most consulting 
practices use technology to deliver services. Therefore, the costs o f this technology should be 
considered in any plans for providing consulting services. At the outset of developing a 
consulting practice, the costs of technology should be factored into the long-term plan. The firm

¶ 6/120.15
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should recognize that, although outlays for hardware and software may not be associated readily 
with a particular client or service, it must allocate financial resources to capital acquisitions even 
if short-term cash flow is affected. This investment can be considered as an item that can be a 
direct charge to future engagements or as additional overhead costs that are factored into the 
billing rate. If other costs are to be incurred (such as extensive cabling or climate control 
equipment) these costs should be identified and included in the budget.
.21 Staffing and Training. The relationship between the delivery of services and the skills 
required to deliver them determines the approach to recruiting. Some firms may need to recruit 
personnel with specific expertise that is not accounting-related to perform the projected range of 
consulting services.
.22 Training for consulting professionals is different, and often more costly than for 
professionals in the traditional accounting practice. Staff may need instruction in technical 
knowledge and training in the use of technology and equipment. In addition, consulting 
professionals often incur additional training and costs to pursue and acquire types o f certifications 
different from those o f the CPA.
.23 Consulting services, as with traditional services, need administrative and other support 
staff. If the work of this staff cannot be billed to clients, the related costs must be included in 
the overall department cost that is applied to the billing structure. Finally, management should 
consider establishing job sharing or using per-diem paraprofessionals and other subcontractors 
to limit the fixed cost of the consulting function by paying for services only when they are 
required.

6/125 SUMMARY
.01 Practitioners need to thoroughly understand the nature and structure o f a consulting 
services practice in order to manage it effectively. Efforts to achieve profitability, as well as 
plans to establish new or expand existing consulting services, should be considered in light o f the 
firm’s structure and culture and the demands o f the consulting services marketplace.
.02 Providers of consulting services also need to clearly define their objectives in providing 
these services and to identify the critical success factors for achieving these objectives. 
Furthermore, they need to determine the management techniques that will help to manage the 
CSFs along with the techniques that will allow them to monitor and measure their effectiveness.

¶ 6/125.02



6/100-9

Ex
hib

it 6
-1

AP
PE

ND
IX

 6
SA

MP
LE

 O
BJ

EC
TI

VE
S A

ND
 C

RI
TI

CA
L 

SU
CC

ES
S F

AC
TO

RS

Ty
pic

al 
Co

nsu
ltin

g P
rac

tic
e B

usi
nes

s O
bje

cti
ves

 
an

d C
rit

ica
l S

ucc
ess

 F
act

ors
 fo

r A
chi

evi
ng

 Th
em

Ob
jec

tiv
es

Inc
rea

sed
 ne

t r
eve

nu
e

Re
du

ced
 pa

rtn
er 

and
 st

aff
 co

sts
 

Lo
we

r o
ver

hea
d a

nd 
adm

ini
str

ati
ve 

cos
ts

Cr
itic

al 
Su

cce
ss 

Fa
cto

rs

Fo
cus

ed 
bu

sin
ess

 pl
ans

 (s
har

ed 
vis

ion
)

Eff
ect

ive
 m

ark
etin

g a
nd 

sal
es 

Pro
per

 st
aff

 m
ix 

(ca
pac

ity
 pl

ann
ing

)
Im

pro
ved

 st
aff

 pr
od

uct
ivit

y (
uti

liza
tio

n)
Inc

rea
sed

 va
lue

 bi
llin

g
Ma

xim
um

 qu
alit

y a
ssu

ran
ce 

and
 cl

ien
t s

ati
sfa

cti
on

 
Su

per
ior

 pr
oje

ct 
ma

nag
em

ent
 

Tim
ely

 W
IP 

and
 A

/R
 m

ana
gem

ent
Pro

per
 al

ign
me

nt 
of 

ma
np

ow
er 

wit
h b

usi
nes

s v
olu

me
 

Eff
ect

ive
 re

cru
itin

g a
nd 

ret
ent

ion
 pr

ogr
am

s 
Co

mp
reh

ens
ive

 co
mp

ens
ati

on
 m

ana
gem

ent
 

Ca
nd

id 
and

 tim
ely

 pe
rfo

rm
anc

e a
pp

rai
sal

s
Eff

ect
ive

 pr
act

ice
 de

vel
op

me
nt 

cos
t c

ont
rol

 
Op

tim
al 

adm
ini

str
ati

ve 
sup

por
t fu

nct
ion

s 
Eli

mi
na

tio
n o

f in
app

rop
ria

te 
exp

end
itu

res

Inc
rea

sed
 Pr

ofi
t



6/100-10
Ex

hib
it 6

-2
Sa

mp
le 

Te
chn

iqu
es 

for
 M

an
ag

ing
, M

eas
ur

ing
, a

nd
 M

on
ito

rin
g C

rit
ica

l S
ucc

ess
 F

act
ors

 
 

 
Inc

rea
sed

 Ne
t R

eve
nu

e
___

___
___

Cr
itic

al 
Su

cce
ss 

Fa
cto

rs_
___

___
___

Fo
cus

ed 
bus

ine
ss 

pla
ns

Eff
ect

ive
 m

ark
etin

g a
nd 

sal
es

Pro
per

 sta
ff m

ix 
(ca

pac
ity

 pl
ann

ing
)

Im
pro

ved
 sta

ff p
rod

uct
ivi

ty

Inc
rea

sed
 va

lue
 bi

llin
g

Ma
xim

um
 qu

alit
y a

ssu
ran

ce 
and

 cl
ien

t 
sat

isfa
ctio

n__
___

___
___

___
___

___
___

___
__

Su
per

ior
 pr

oje
ct 

ma
nag

em
ent

 

Tim
ely

 W
IP 

and
 A

/R 
ma

nag
em

ent

Ma
nag

em
ent

 Te
chn

iqu
es

En
erg

ize
 an

 ex
isti

ng 
clie

nt 
ser

vic
e d

eve
lop

me
nt 

pro
gra

m.
En

cou
rag

e s
taf

f to
 be

 al
ert

 fo
r o

ppo
rtu

nit
ies

 wi
th 

exi
stin

g c
lien

ts._
___

___
___

___
___

___
___

___
___

__
Est

abl
ish

 a 
sal

es-
con

tac
t re

por
tin

g a
nd 

tra
cki

ng 
pro

gra
m.

Ins
titu

te a
 sa

les
 in

cen
tiv

e p
rog

ram
.

Int
rod

uce
 sp

eci
al 

ser
vic

e l
ead

ers
 to

 ke
y c

lien
ts o

n 
a r

ecu
rrin

g b
asi

s. _
___

___
___

___
___

___
___

___
___

Re
gul

arl
y e

xam
ine

 "i
npu

t" 
and

 "o
utp

ut"
 m

ark
ets

, 
and

 ba
lan

ce 
the

 tw
o._

___
___

___
___

___
___

___
___

_
Ex

am
ine

 en
gag

em
ent

 pl
ans

 re
gul

arl
y f

or 
pos

sib
le 

acc
ele

rat
ion

, e
ffic

ien
cy,

 or
 le

ver
age

 op
por

tun
itie

s. 
Re

vie
w 

sta
ff a

ssi
gnm

ent
s a

nd 
wo

rkl
oad

s to
 

mi
nim

ize
 no

nch
arg

eab
le h

our
s._

___
___

___
___

___
_

Bu
ild

 sp
eci

alis
t sk

ills
 an

d p
rov

ide
 cle

arl
y s

upe
rio

r 
ser

vic
e a

s a
 ba

sis
 fo

r h
igh

er 
fee

s.
Em

pha
siz

e t
o t

he 
sta

ff t
he 

eff
ect

 of
 se

rvi
ce 

and
 

qua
lity

 on
 hi

gh
er 

fee
s.

Est
abl

ish
 m

ini
mu

m p
ric

ing
 th

res
hol

ds 
and

 hu
rdl

es 
for

 ex
cep

tio
ns.

___
___

___
___

___
___

___
___

___
___

En
sur

e i
nvo

lve
me

nt 
by 

spe
cia

list
s o

n a
ll 

app
rop

ria
te 

clie
nt 

eng
age

me
nts

.__
___

___
___

___
___

Ins
titu

te r
ou

tin
e e

nga
gem

ent
 sta

tus
 re

por
tin

g.

Bil
l c

lien
ts m

ont
hly

.

Me
asu

rem
ent

 an
d M

oni
tor

ing
 

___
___

___
___

___
Te

chn
iqu

es_
___

___
___

___
___

Tra
ck 

ide
as 

and
 le

ads
 an

d c
ons

ide
r in

 
per

for
ma

nce
 e

val
uat

ion
s.

Ma
tch

 th
e m

ark
etin

g e
ffo

rts 
to 

the
 ne

w 
clie

nts
 

obt
ain

ed 
or 

ser
vic

es 
pro

vid
ed.

De
vel

op 
firm

 fo
rec

ast
s.

Re
vie

w j
ob

 es
tim

ate
s a

nd 
com

par
e w

ith
 ac

tua
l. 

De
vel

op 
pro

jec
tio

ns 
of 

hou
rs 

and
 job

s.

Tra
ck 

val
ue 

bil
lin

g f
rom

 en
gag

em
ent

 bu
dge

ts. 
Re

qui
re 

est
im

ate
s a

nd 
com

par
e w

ith
 ac

tua
l.

—
....

Tra
ck 

spe
cia

list
 ho

urs
 ch

arg
ed 

to 
rou

tin
e 

eng
age

me
nts

.__
___

___
___

___
___

___
___

___
___

Re
por

t W
IP 

agi
ng 

mi
les

ton
es.

Co
mp

are
 ac

tua
l to

 bu
dge

t.
Re

por
t p

roj
ect

 sta
ges

.__
___

___
___

___
___

___
__

Re
por

t A
/R 

agi
ng.

Re
por

t W
IP 

agi
ng.

___
___

___
___

___
___

___
___



6/100-11

Re
du

ced
 Pa

rtn
er 

an
d S

taf
f C

ost
s 

Cr
itic

al 
Su

cce
ss 

Fa
cto

rs
Pro

per
 al

ign
me

nt 
of 

ma
np

ow
er 

wit
h 

bu
sin

ess
 vo

lum
e

Eff
ect

ive
 re

cru
itin

g a
nd 

ret
ent

ion
 

pro
gra

ms

Co
mp

reh
ens

ive
 co

mp
ens

ati
on

 
ma

nag
em

ent

Ca
nd

id 
and

 tim
ely

 pe
rfo

rm
anc

e 
app

rai
sal

s

Ma
na

gem
ent

 T
ech

niq
ues

An
aly

ze 
the

 ba
lan

ce 
of 

the
 "i

npu
t" 

and
 

out
put

" m
ark

ets
 re

gu
lar

ly.
Ins

titu
te p

rod
uct

ivi
ty 

and
 ut

iliz
ati

on
 

for
eca

sts
.

Ta
rge

t k
ey 

sch
ool

s a
nd

 cu
ltiv

ate
 fir

m 
nam

e 
rec

ogn
itio

n.
Im

ple
me

nt 
me

nto
rin

g p
rog

ram
s.

Pr
ovi

de 
con

tin
uin

g e
du

cat
ion

 an
d t

rai
nin

g. 
Inc

orp
ora

te 
sta

ff d
eve

lop
me

nt 
int

o a
pp

rai
sal

 
cri

ter
ia 

at 
all 

lev
els

.
Re

vie
w 

bu
dge

t a
nd

 ac
tua

l st
aff

 co
sts

 
reg

ula
rly

.
De

vel
op

 in
cen

tiv
e c

om
pen

sat
ion

 sy
ste

ms
.

Est
ab

lish
 a 

dis
cip

lin
ed 

per
for

ma
nce

 ap
pra

isa
l 

pro
ces

s.
De

vel
op

 ke
y i

nd
ica

tor
s a

nd 
mo

nit
or 

the
m 

reg
ula

rly
.

Me
asu

rem
en

t a
nd

 M
on

ito
rin

g 
Te

chn
iqu

es
Co

mp
are

 ac
tua

l to
 bu

dge
t.

Ma
int

ain
 ch

arg
eab

le h
our

 st
and

ard
s.

Re
vie

w 
per

for
ma

nce
 ev

alu
ati

on
s o

n a
 

reg
ula

r b
asi

s.

Re
por

t p
rog

res
s o

n p
ay-

for
-pe

rfo
rm

anc
e 

goa
ls.

Set
 a 

sch
edu

le 
for

 re
vie

ws
.

Est
ab

lish
 go

als
 at

 be
gin

nin
g o

f th
e y

ear
 

and
 re

vie
w 

the
m 

at 
app

rai
sal

 tim
e. (co
nti

nu
ed)



6/100-12

Sa
mp

le 
Te

ch
niq

ue
s f

or
 M

an
ag

ing
, M

ea
su

rin
g, 

an
d M

on
ito

rin
g C

rit
ica

l S
uc

ces
s F

ac
tor

s (
con

tin
ued

)
Lo

we
r O

ve
rh

ea
d a

nd
 A

dm
ini

str
ati

ve
 

Co
sts

 C
rit

ica
l S

uc
ces

s F
ac

tor
s

Eff
ect

ive
 pr

act
ice

 de
vel

op
me

nt 
cos

t 
con

tro
l

 

Eli
mi

na
tio

n o
f in

app
rop

ria
te 

exp
end

i
tur

es

Op
tim

al 
adm

ini
str

ati
ve 

sup
por

t fu
nct

ion
s

M
an

ag
em

en
t T

ech
niq

ue
s

Im
ple

me
nt 

con
tro

l p
roc

edu
res

 fo
r n

ew
 sa

les
 

con
tac

ts 
wit

hin
 th

e o
ffic

e.
Cr

itic
all

y e
xam

ine
 bu

sin
ess

 de
vel

op
me

nt 
act

ivi
tie

s o
n a

 ro
uti

ne 
ba

sis.
Es

tab
lish

 ov
erh

ead
 bu

dge
ts 

and
 m

oni
tor

 
exp

ens
es 

clo
sel

y.
Pr

ovi
de 

eff
ect

ive
 pu

rch
ase

 or
der

 co
ntr

ol.
De

leg
ate

 m
ore

 fu
nct

ion
s t

o t
he 

adm
ini

str
ati

ve 
sta

ff.
Ex

pan
d p

ara
pro

fes
sio

nal
 ro

les
 an

d r
esp

on
si

bil
itie

s.
Inv

est
 in

 m
ore

 ef
fec

tiv
e t

ech
no

log
y f

or 
sup

por
t a

cti
vit

ies
.

Pr
om

ote
 ef

fic
ien

t u
se 

of 
aut

om
ati

on 
tec

h
no

log
y.

En
sur

e t
he 

eff
ect

ive
nes

s o
f c

oll
ect

ion
 

ma
nag

em
ent

.
De

vel
op

 ke
y i

nd
ica

tor
s a

nd
 m

eas
ure

 
reg

ula
rly

.

M
ea

su
rem

en
t a

nd
 M

on
ito

rin
g 

Te
ch

niq
ue

s
Dis

tri
bu

te f
oll

ow
-up

 sa
les

 ca
ll r

esu
lts.

 
Ta

lly
 an

d r
epo

rt 
on

 lea
d g

ene
rat

ion
 fr

om
de

ve
lop

me
nt 

act
ivi

tie
s.

 Us
e b

oth
 ge

ner
al 

led
ger

 an
d p

roj
ect

 co
st 

acc
um

ula
tio

n. 
Iss

ue 
rep

ort
s w

ith
 co

m
par

ati
ves

.
Co

mp
are

 bu
dg

ete
d h

our
s o

f su
pp

ort
 sta

ff 
on

 jo
bs 

wit
h a

ctu
al.



6/100-13

BIBLIOGRAPHY

AICPA. MAS Practice Administration Aid No. 4, Starting and Developing an MAS Practice. 
New York: AICPA, 1988.

"David Maister— The Man with the Golden Niche." Management Consultant International (July 1989): 
6-8.

Holtz, Herman R. How to Get Started in Your Own Successful Consulting Practice. Gapland, Md.: 
Consultants National Resource Center, 1982.

Lanning, J. Stephen. "Profitable Fee-Setting Strategies for the Consultant." Parts 1-3. COJ Consultants 
Hotline Report. Supplements to 5, No. 6 (1986); 6, No. 2, 6, No. 6 (1987).

Maister, David H. "Balancing the Professional Service Firm." Sloan Management Review, 24, No. 1 
(Fall 1982): 15-29.

________________. "Marketing to Existing Clients." Journal o f Management Consultings 5, No. 2 (1989):
25-32.

Putman, Anthony O. Marketing Your Services: A Step-by-Step Guide for Small Businesses and 
Professionals. New York: John Wiley & Sons, 1990.

Washburn, Stewart A. "Make the Proposal Fit the Costs." Journal of Management Consulting, 5, No. 
2 (1989): 44-52.

Williams, Albert S. On Your Own!: How to Start Your Own CPA Firm. New York: AICPA, 1990. 
Zima, Donald P. "How to Improve Your Bottom Line." The Practicing CPA. (May 1989): 1.



READER’S RESPONSES TO MANAGING CONSULTING SERVICES: A FOCUS ON
PROFITABILITY
Your assessment of this practice aid will help to ensure that future publications of the Management 
Consulting Services Division will be valuable to practitioners. Please photocopy this questionnaire 
and complete and mail or fax it to Editor/Coordinator, Management Consulting Services 
Division, AICPA, Harborside Financial Center, 201 Plaza Three, Jersey City, NJ 07311-3881, 
facsimile number (201) 938-3329.

Thank you for your assistance.

1. How familiar were you with this subject before you read this practice aid?
4 5
My area o f expertise

0
Unfamiliar

2 3
Somewhat familiar

2. How useful is the practice aid to your practice? 
0 1 2  3
Not useful at all
3. Is this practice aid sufficiently detailed? Yes 

If no, please explain_________________________

4 5
Extremely useful

N o _____

4. Is there additional information that you think should have been included or information that 
should be modified in this practice aid? Y e s_____ No _____
If yes, please explain----------------------------------------------------------------------------------------- — --------—

5. Do you think that an advanced level practice aid on this subject should be available?
Y e s_____ No _____
6. Are you a member of the AICPA’s Management Consulting Services Division?
Y e s_____ No _____
If no, how did you learn about the availability o f this practice a id ? ______________________

7. What other subjects would you like to see covered in Consulting Services Practice Aids?

Additional comments and suggestions_________________________________________________

Name and Address (Optional)



CONSULTING SERVICES PUBLICATIONS

Title Product Number
Small Business Consulting Practice Aids Series

Assisting Small Business Clients in Obtaining Funds 
Identifying Client Problems: A Diagnostic Review Technique 
Assisting Clients in Maximizing Profits: A Diagnostic Approach 
Effective Inventory Management for Small Manufacturing Clients 
Assisting Clients in Determining Pricing for Manufactured Products 
Business Planning
Personal Financial Planning: The Team Approach 
Valuation o f a Closely Held Business 
Diagnosing Management Information Problems 
Developing a Budget 
Cash Management
Evaluating and Starting a New Business 
Assessing Franchise Opportunities
Assisting Professional Clients in Pricing Services Using Budgeting Techniques 
Developing Management Incentive Programs 
Improving Organizational Structure
Developing and Improving Clients’ Recruitment, Selection, 

and Orientation Programs
Assisting Closely Held Businesses to Plan for Succession 
Assisting a Financially Troubled Business

Technical Consulting Practice Aids Series
EDP Engagement: Systems Planning and General Design 055022
Financial Ratio Analysis 055041
EDP Engagement: Software Package Evaluation and Selection 055056
EDP Engagement: Assisting Clients in Software Contract Negotiations 055060
Assisting Clients in the Selection and Implementation 

o f Dedicated Word Processing Systems 055075
Litigation Services 055080
Mergers, Acquisitions, and Sales 055094
Improving Productivity Through Work Measurement: A Cooperative Approach 055107
EDP Engagement: Implementation o f Data Processing Systems 

Using Mainframes or Minicomputers 055111
Conversion to a Microcomputer-Based Accounting System 055126
Assisting Clients in Developing an Employee Handbook 055127
Microcomputer Security 055128
Microcomputer Training 055129
Disaster Recovery Planning 055130

055018
055253
055268
055272
055287
055291
055304
055319
055323
055338
055342
055357
055361
055376
055377
055378
055133
055134 
055140

(continued)



Title Product Number

Automating Small and Medium-Sized Businesses in Selected Industries 055136
Preparing Financial Models 055137
Selecting a Telecommunications System 055138

Practice Administration Aids Series
Developing an MAS Engagement Control Program 055802
Cooperative Engagements and Referrals 055906
Written Communication o f Results in MAS Engagements 055910
Starting and Developing an MAS Practice 055925
Communicating With Clients About MAS Engagement Understandings 055930
Human Resources Planning and Management fo r  an MAS Practice 055131
Managing Consulting Services: A Focus on Profitability 055144

Industry Consulting Practice Aids Series
Restaurants and Food-Service Establishments 055132
Law Firms 055135
Voluntary Health and Welfare Organizations 055142

Special Reports
Operational Audit Engagements 029193
Introduction to Local Area Network Concepts and Terminology 048456
Study o f MAS Practice and Knowledge 048550
An Introduction to Artificial Intelligence and Expert Systems 048570
Comparing Attest and Management Advisory Services: A Guide fo r the Practitioner 048599
Introduction to Natural Language Processing 048560
Using Graphics to Enhance MAS Presentations 048561
Mass Storage Technology 048600

Software (running on WordPerfect 5.1)
Small Business Consulting Tool: Diagnostic Review Checklist fo r Maximizing Profits 055010

To obtain any of these practice aids, call the AICPA Order Department: 1-800-334-6961 (USA) or 1-800- 
248-0445 (NY).
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